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PROPOSAL  TO  INFORMATION  SYSTEMS  DEPARTMENT 
OF  SCHERING  CORPORATION 


I.  UNDERSTANDING 

o  The  Schering  Plough  Operating  Committee  (SPOC)  has  placed  a  moratorium  on 
the  acquisition  of  PC's  in  view  of  the  number  of  installed  PC's  and  their 
growth  rate. 

o  An  analysis  is  to  be  provided  to  SPOC  on  how  the  PC's  ore  being  used  and  the 
benefits  being  derived  from  their  use.  The  analysis  is  due  at  the  February 
SPOC  meeting. 

o  A  document  has  been  prepared  for  the  collection  of  information  on  PC's  in 
Schering  ^tPugtr  as  of  1 2/3 1  /84  and  is  attached  to  this  proposal. 

o  The  IS  department  of  Schering  P|(^U«5h  would  like  a  review  made  of  the  data 
collection  document  which  would  be  based  on  the  use  of  PC's  which  INPUT  has 
observed  at  USPPD  and  past  research  of  INPUT  on  PC  use,  specifically  on  use 
within  a  similar  environment.  The  purpose  of  this  review  is  to  uncover  or 
suggest  whether  the  data  collection  activity  might  be  insufficient  for 
understanding  the  use  of  PC's  at  Schering  or  counterproductive  for  promoting 
effective  use. 

II.  SCOPE 

o         Issues  that  are  within  the  scope  of  the  review  to  be  carried  out  by  INPUT  are: 

What  are  the  strong  points  and  weaknesses  of  the  document  used  for 
data  collection? 


Will  the  survey  document  collect  sufficient  information  to  meet  its 
purpose? 

Are  additional  questions  or  explanatory  material  needed? 

Is  it  likely  that  the  inforrrKition  collected  from  USPPD  concerning  100 
users  could  be  used  to  predict  or  analyze  future  use  of  PC's  at  that 
location  with  statistical  validity? 

Should  the  information  collected  at  USPPD  (and  elsewhere  at  Schering) 
be  collected  or  structured  in  relation  to  experience  with  PC's  at  similar 
sites?  Would  this  approach  enhance  the  ability  to  obtain  useful 
information? 

What  concerns  should  USPPD  have  about  the  information  that  is 
collected,  the  findings  that  might  be  arrived  at,  and  the 
recommendations  that  might  arise  from  this  document? 

METHODOLOGY 

INPUT  will  analyze  the  survey  document  in  terms  of  its  potential  for 
collecting  data. 

INPUT  will  review  the  results  of  past  studies  of  PC  use,  particularly  at  similar 
companies,  to  uncover: 

Additional  categories  of  data  that  might  be  sought  on  PC  use,  costs, 
benefits  and  other  matters. 

Statistics  and  trends  on  PC  use  which  might  have  more  validity  than 
data  collected  from  a  limited  number  of  uses  in  one  location. 

Data  and  impressions  gathered  from  the  PC  users  at  USPPD  during  the  current 
study  will  also  be  consulted.  If  advisable,  contact  will  be  made  with  PC  users 
to  gather  more  information. 


o  On  an  ongoing  basis,  INPUT  will  review  ideas  and  conclusions  reached  during 
this  study  with  M.  Alexion  and/or  W.  Hurley. 

o  A  document  containing  the  results  of  our  review  will  be  prepared  by  1/22  and 
discussed  with  W.  Hurley. 

IV.  SCHEDULE  AND  FEE 

o  As  noted,  the  project  will  be  acconnplished  by  1/22.  Work  has  begun  on  the 
basis  of  verbal  authorization. 

o  The  fee  for  the  project  will  be  $5000.00,  half  of  which  is  due  upon  acceptance 
of  this  letter.  Expenses  for  phone  calls,  travel  and  report  preparation,  which 
will  not  exceed  $250.00  will  be  billed  separately. 
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I  INTRODUCTION 

A.  SCOPE 

•  This  report  is  presented  in  satisfaction  of  the  requirements  of  a  research 
assignment  from  the  IS  Department  of  USPPD,  Schering  Corporation. 

•  The  purpose  of  this  assignment  is  to  review  the  current  data  collection  effort 
involved  with  PC's  and  help  determine  whether: 

The  current  data  collection  coordinated  by  C.I.S.  effort  is  sufficient  for 
assessing,  understanding,  forecasting,  planning  or  guiding  the  use  of 
PC's. 

Additional  material  will  hove  to  be  sought  to  accomplish  these 
purposes. 

The  data  that  is  collected  as  well  as  findings  and  recommendations  that 
are  based  on  it  might  lead  to  problems  in  regard  to  PC  use. 

B.  METHODOLOGY 

•  INPUT  analyzed  the  survey  document  in  relation  to  its  potential  for  collecting 
data.  This  review  considered: 

Uses  of  PC's  at  Schering  as  well  as  elsewhere. 

The  design  of  the  form  for  data  collection  purposes. 

•  Past  studies  of  PC  use  in  general  as  well  as  at  similar  companies  were 
consulted  to  uncover: 

Additional  categories  of  data  that  might  be  sought  on  PC  use,  costs 
benefits  and  other  items  of  interest. 
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Statistics  and  trends  on  PC  use  that  might  offer  meaningful  ideas  of  PC 
use  and  benefits. 

•  As  research  material  and  ideas  were  developed,  they  were  reviewed  within 
INPUT  as  well  as  with  the  IS  Department.  Then  a  draft  outline  of  the  report 
was  prepared  and  reviewed  before  this  draft  report  was  developed. 

II      REVIEW  OF  PC  DATA  COLLECTION 

A.      POTENTIAL  BENEFITS  OF  EFFORT  (INPUT'S  VIEW) 

•  More  recognition  of  PC  use. 

Top  management  will  become  aware  of  use. 

Intermediate  management  will  feel  more  responsibility  for  use. 

Aggregate  use  within  departments  and  divisions  will  be  more  visible. 

•  Issues  surfaced. 

Questions  of  total  use/cost  will  become  of  continuing  interest  since 
they  will  be  larger  than  expected  as  well  as  difficult  to  fully  pin  down. 

Means  of  controlling  growth  will  be  sought. 

It  will  also  be  apparent  that  PC's  are  an  outlet  for  user  system  needs. 

Costs  and  benefits  of  many  user  applications  will  be  questionable  since 
users  have  not  focused  on  these  issues. 

The  difficulty  of  gathering  data  on  PC  use  will  be  more  fully 
appreciated. 
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PC  users  have  not  been  grouped  or  organized  for  the  purpose  of 
achieving  benefits  or  controlling  costs. 

Questions  may  be  raised  as  to  whether  or  how  guidance  was  given. 

•  Data  collected  nnay  be  used  to: 

Add  to  knowledge  of  PC  use. 

Provide  some  insights,  (e.g.  types  of  problems,  types  of  benefits  at 
Sobering). 

Provide  the  basis  for  some  guidance  or  controls. 
B.      CRITIQUE  OF  DATA  COLLECTION  FORM/INSTRUCTIONS 

•  The  form  should  have: 

A  record  of  all  microcomputers  even  if  form  is  not  completed  for  those 
handling  on-line  data  recording  or  controlling  devices.  Experience 
elsewhere  shows  this  can  be  an  escape  hatch. 

Microcomputers  defined  in  one  place  and  data  collected  on  all  uses: 
Word  processing. 
General  purpose  local  computing. 

Microcomputers  like  the  PC3270  on-line  to  computers- 
On-line  process  control. 

No  mention  of  minicomputers  that  could  have  multiple  (or  single) 
terminals  used  for  word  processing. 
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No  mention  of  terminals. 


•        PC  information  Sheet. 

Limitations  in  data  requested. 

The  layout  and  space  in  the  form  limit  information  that  users 
can  fill  in  on  usage,  users  and  benefits. 

The  form  and  questions  do  not  indicate  the  relation  between 
information  requested,  e.g.  primary  benefit  and  hours  spent  in 
use. 

The  illustrations  given  do  not  help  users  to  consider  what  their 
benefits  are. 

Financial  graphics  for  senior  management  emphasize 
visible/notable  results  that  might  not  justify  system. 

Word  processing  for  audit  reports  may  suggest  a  local  PC 
use  that  could  be  done  more  efficiently  on  larger  word 
processing  systems. 

Functionally  related  jobs  critical  to  user  areas  are  not 
mentioned. 

Lack  of  recognition  of  some  benefits. 

Resource  savings  other  than  headcount  or  reduced  demand 
on  systems  development  are  not  mentioned  specifically 
although  they  have  been  found  to  be  important  elsewhere. 

Quality  improvement  and  control  of  work  may  not  be 
tangible  benefits  but  they  can  be  important. 


INPUT 


Increased  revenues  (very  important). 


The  form  indicates  a  lack  of  recognition  of  multiple  uses/benefits.  The 
primary  benefit  should  not  be  considered  instead  of  the  total  benefits. 

The  information  which  was  not  requested  includes: 

Month  of  acquisition  (year  alone  will  equate  one  month  and  I  I 
months  of  experience). 

Additional  expenses  for  add  on  software,  hardware,  or  supplies, 
which  could  be  more  than  original  costs  (the  fraction  of  total  PC 
costs  for  software  is  increasing). 

Information  on  potential  problems  such  as  lack  of 
documentation,  operating  instructions  or,  unawareness  of 
possible  back-ups. 

Whether  use  has  or  will  change  substantially. 

A  growth  in  application  usage  could  make  a  PC  site 
profitable.  In  early  stages  of  PC  use,  benefits  have 
usually  been  found  to  be  small,  hard  to  express  or 
quantify,  or  not  understood  by  PC  users.  A  review  by 
more  experienced  systems  analysts  might  show  that 
benefits  would  be  generated  as  use  grew. 

A  snapshot  of  use  and  benefits  might  not  reveal  that  the 
benefits  being  reported  were  short  term. 

There  is  a  lack  of  helpful  guidance. 

Illustrations  from  successful  applications  at  Schering  and 
elsewhere  could  aid  users  in  supplying  information. 
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The  motivation  to  supply  information  is  not  apparent. 


Surveys  elsewhere  have  not  been  fully  successful  where  benefits 
of  such  a  survey  were  not  suggested  to  PC  users,  (e.g.,  state  that 
the  survey  will  lead  to  methods  to  improve  benefits  or  obtain 
"hot  line"  advice). 

Users  with  substantial  benefits  do  not  always  want  to  state  them 
all  where  personnel  resources  are  short  since  it  might  lead  to 
personnel  cutbacks. 

•  Opportunities  to  achieve  savings  with  additional  steps  are  not  considered  (e.g. 
reduction  of  I  /O). 

Use  outside  Sobering  suggests  opportunities  exist,  but  that  users  need 
systems  aid  and  guidance. 

Where  users  are  aware  of  opportunities,  there  are  not  questions, 
illustrations  or  space  availble  to  discuss  them. 

•  Future  plans  with  benefit  potential  are  not  addressed. 

Users  can  be  hesitant  to  discuss  steps  until  they  are  formulated. 

Future  payoff  may  not  be  as  critical  to  users  as  present  intangible 
benefits.  It  has  been  found  that  systems  people  are  needed  to 
appreciate  the  importance  of  certain  benefits. 

Ill      USE  OF  INFORMATION  COLLECTED 

A.  PROBLEMS 

•  Completeness  of  data  gathering  is  impaired  by: 

.  -         Lack  of  guidance,  encouragement  or  instruction  sheet/booklet. 


INPUT 


Limitations  in  data  requested. 


Lack  of  consideration  of  some  items  of  data. 


No  pretest  of  data  collection  form. 


Consistency  of  data  (due  to  problems  discussed). 


Difficulty  of  interpreting  data. 


No  previous  research  has  been  undertaken  with  Sobering  PC  users. 

No  reference  to  or  use  of  PC  research  carried  out  elsewhere  was  made. 


As  a  result  of  the  problems  discussed,  a  number  of  forms  may  have  to 
be  analyzed,  and  the  number  of  completed  forms  which  can  be  used 
without  additional  data  or  substantial  interpretation  may  be  small. 


Length  of  time  user  has  PC  may  not  indicate  what  stage  user  has 
reached. 

Most  users  may  be  learning. 

Users  may  want  to  emphasize  learning  as  primary  benefit. 
Sobering  users  did  not  emphasize  benefits  during  interviews. 

Opportunities  to  reduce  I  /O  were  not  considered. 

Payoff  in  general  was  not  a  motivation  for  PC  use. 


Size  of  Usable  Sample. 


Stage  of  user  development. 
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•  Methodology. 

Questionnaire  was  not  reviewed  with  IS  personnel  in  divisions  or  with 
external  consultants  that  had  experience  with  PC  use  and  surveys. 

Past  PC  studies  appear  not  to  have  been  used  in  formulating  questions. 

The  questionnaire  was  not  tested  with  PC  users  at  Schering. 

B.      POTENTIAL  USES  OF  DATA  COLLECTION 

•  The  data  that  is  collected  could  be  used  as  a  first  step  in  data  collection  or  as 
aid  in  planning  the  next  step. 

•  The  data  may  indicate  the  stage  of  PC  utilization. 

•  The  data  as  well  as  the  experience  gained  in  collecting  it  may  aid  in  planning 
user  guidance. 

•  The  results,  even  with  the  problems  noted,  may  allow  the  value  of  PC  use  or 
costs  and  benefits  to  be  partially  assessed. 

With  or  without  interpretation,  the  data  may  emphasize  a  lock  of 
benefits.  This  could  be  an  incorrect  conclusion  due  to  the  limitations 
listed  above. 

The  need  for  control  and/or  guidance  may  be  readily  apparent  or 
inferred. 

IV      CONSIDERATIONS  FOR  FOLLOW  UP  DATA  COLLECTION 
A.      IMPROVING  EFFECTIVENESS 

•  Encouragement  of  user  response  should  be  considered. 
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The  data  collection  activity  should  be  portrayed  as  a  step  to  aid  PC  use. 

An  instruction  sheet  or  booklet  should  accompany  the  form  to  illustrate 
how  information  should  be  filled  in  and  what  is  being  sought. 

•  More  guidance  should  be  provided  within  the  form.  ■ 

•  More  space  must  be  provided  for  user  responses. 

•  Relations  between  certain  answers  addressed  in  the  form  should  be  indicated 
(e.g.  columns  relating  hours  of  a  specific  use  to  benefit  of  use)  see  Attachment 
A. 

•  Suggestions  from  PC  users  should  be  sought  (this  will  encourage  responses  to 
other  questions). 

•  Information  gathered  in  other  PC  studies  could  be  used. 

To  structure  questions. 

To  provide  illustrations  and  guidance. 

•  A  list  of  possible  benefit  opportunities  should  be  provided  with  the  form  or  in 
the  instruction  booklet. 

•  A  test  of  the  interview  document  with  selected  users  should  be  planned  before 
issuing  i't. 

•  Allow  for  local  review  and  interpretation  after  data  is  collected. 
B.      USING  OTHER  SOURCES  FOR  INFORMATION 

•  Information  from  other  sources  that  might  be  utilized  included: 

Characteristics  of  PC  use. 


INPUT 


Types  of  applications. 


Costs  and  benefits. 

•  Characteristics  of  early  stages  of  uses  could  be  beneficial. 

Total  costs  and  problems  are  not  anticipated  in  early  stages. 

Benefits  are  not  tracked  and  were  not  principal  reason  for  obtaining 
PC's. 

Guidance/aid  is  needed. 

•  Application   information  might  not  be  useful  without  further  research  at 
Sobering. 

Applications  from  a  survey  of  software  are  shown  in  Exhibit  IV-I. 
Applications  are  not  indicative  of  the  function  or  department  of  user. 
These  surveys  show  that  most  PC  applcations  are  cross  industry  in 
nature  and  not  related  to  departments.  This  suggests  that  applications 
can  be  replicated  across  companies  or  departments  of  companies. 

A  recent  survey  of  400  manufacturing  users  of  PC's  (not  by  INPUT) 
reported  that  the  applications  frequency  of  use  was  focused  In  3  areas 
as  shown  below.  (This  supports  the  Idea  that  applications  might  be 
replicated  and  that  common  packages  and  instruction  could  be  given  in 
a  company.  Sobering  should  consider  testing  these  ideas  with  PC  users.) 

Financial  analysis  -  98%  of  users. 

Word  processing  -  92%. 

Data  base  management  -  75%. 
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EXHIBIT  IV-1 


MAINFRAME  VERSUS  CROSS-INDUSTRY 
MICRO  APPLICATION  DISTRIBUTION 


Application 
Category 


Accounting  and 
Finance 


Personnel 


Sales  and 
Marketing 


Program  Aids 


nventory 


Office  and  Decision 
Support  Systems 


;-th€r 


10  20  30  40 

Percent  of  Respondents'  Applications 


50% 


)    I  Mainframes 

Personal  Computers 


»  » 


INPUT  found  that  manufacturing  companies  in  general,  who  are  beyond 
the  first  few  stages  of  PC  use,  show  benefits  in  the  following 
applications  of  PC's: 

Budgeting  and  financial  planning. 

Inventory  control. 

Order  processing. 

Sales  analysis. 

Project  control. 

28%  of  manufacturing  employees  use  microcomputers  although  many  do 
not  have  their  own  computer,  but  share  them. 

Several  pharmaceutical  companies  report: 

Packages  with  greatest  number  of  uses  and  amount  of  payback 
are  spreadsheets,  even  in  manufacturing  departments. 

Use  of  spreadsheet  was  spread  across  all  departments. 

Reports  that  provide  specific  costs  and/or  benefits  are  not  available  to  any 
extent. 

Reports  on  PC  costs  generally  stress  that  users  did  not  anticipate  all  of 
them. 

Reports  on  benefits  are  rare.  An  overall  impression  of  benefits 
gathered  by  INPUT  is  summarized  in  Exhibit  IV-2. 


An  interpretation  of  data  collected  at  USPPD  may  show  both: 


SUCCESSFUL  APPLICATIONS 


Situations  Found 
in  Surveys 

Hardware/Softv/are  Given 
to  Users  by  Management 

Hardware/Software 
Obtained  by  Decentralized 
User  Groups 

Hardware/Software 
Acquisition  Controlled 
by  I.S. 


Percentage 
of  Success 

Low 
Lov/ 


Medium 


SUCCESSFUL 

Situations  Found 
in  Surveys 

Determined  User 
Development 

Companywide 
Applications 

Applications  Tiiat 
Can  Be  Replicated 


APPLICATIONS 

Percentage 
of  Success 

High 
Medium 
Very  High 
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Similar  types  of  applications  exist  among  users  and  steps  to  replicate 
applications  and  share  expertise  or  training  may  be  fruitful. 

Applications  are  driven  by  inadequacies  in  Schering  systems  or 
shortages  in  system  development  resources. 

Studies  by  INPUT  in  general  indicate  that  guidance  of  users  is  needed  to: 

Document  uses  and  plans. 

Increase  effective  use. 

Increase  benefits. 

Lower  costs. 

Plan  downloading  of  data,  data  entry /edit  from  PC. 
OPPORTUNITIES  TO  INCREASE  PC  BENEFITS  AT  USPPD 
Establish  closer  end  user  relations. 
Promote  methods  of  use/standards. 

Aid  in  defining  needs  (with  standards  and/or  review  on  an  exception  basis). 
Direct  certain  applications  to  system  development. 
Mainframe. 

Possible  micro  mainframe. 
Note  applications  that  should  be  audited. 
Investigate  multi-user  PC's. 


Number  in  use. 

Opportunity  to  use. 
Implement  downloading  of  data  and  data  entry/editing  from  PC's. 
Investigate  opportunities  for  micro-mainframe  and  segmented  applications. 
SUMMARY 

The  present  data  collection  will  result  in: 
Incomplete  data. 
Understated  costs  and  benefits. 
Issues  being  surfaced. 

A  possible  basis  for  action  by  top  management.  This  action  could 
potentially  be  misdirected  due  to  survey  limitations. 

The  present  data  collection  can  be  improved  by: 

.    The  use  of  a  form  similar  to  Appendix  A. 

Adding  a  short  guide  or  personal  contact  to: 

Encourage  response. 

Provide  illustrations. 

Expand  benefit  categories. 

Results  will  have  to  be  reviewed  and  interpreted. 


There  will  be  a  need  to  interpret/explain  results. 

The  effort  required  to  interpret  results  could  be  substantial  and  require 
user  visits. 

The  results  may  be  used  as  the  reason  for  guidance  or  control  of  users 
based  on  experience  elsewhere. 

USPPD  IS  has  alternatives  in  presenting  (I)  raw  data  and/or  (2)  findings  and/or 
(3)  interpretations. 

Reactions  should  be  considered: 

Guidance  and/or  control  should  be  anticipated. 

A  role  for  CIS  might  developed  or  expanded. 
Strategies  should  be  reviewed. 

Interpreted  raw  data  could  be  released. 

Release  could  be  delayed  due  to  problems  with  the  form  and  a 
more  comprehensive  study  could  be  initiated. 

Whether  or  not  data  is  released,  an  announcement  could  be  made  that  findings 
or  research  with  users  at  USPPD  indicate  the  need  for  more  controls  and 
guidance  and  that  a  program  is  being  initiated. 

Tests  should  be  made  of  selected  users  to  see  if  benefits  are  understated  or 
overstated  or  if  opportunities  are  being  overlooked. 


APPENDIX  A 
PART  OF  DATA  COLLECTION  FORM  FOR  EACH  PC 


HOURS  OF  USE  BENEFITS  SOURCE  OF 

QUANTIFABLE     QUALITATIVE      INPUT  DATA 


